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Singapore Management University marketing professor John Davis has just published his third book, Magic Numbers
for Sales Management. His other titles are Magic Numbers for Consumer Marketing, and Measuring Marketing: 103
Key Metrics Every Marketer Needs. Davis has led marketing teams in several major American corporations, and is
also the founder of a consulting and training company, Brand New View. 
Magic Numbers for Sales Management pulls together 50 of the most important sales metrics and formulae in a
format that is accompanied by examples from many of today’s leading organisations. The 50 measures are
grouped under three main sections: Sales Planning, Sales Management and Selling, and Sales Performance and
Review. Each measure is then described and discussed under specific categories: Definition, The Formula and Its
Components, Where’s the Data, Calculating It, What It Means, and Potential Challenges.
Davis spoke to Knowledge@SMU about his book as well as sales management in general.
Knowledge@SMU: Why did you decide to write this book and for whom?
Davis:  I come from a background in industry. Before I got into academia, I spent 20 years as an entrepreneur and
with Nike, Transamerica and Informix where I ran national and global marketing and sales forces. An important part
of my work was measuring performance, so early on I was already interested in how you assess [it]. Getting into
academia in the last few years, the biggest question companies have raised is, how do you measure the variables
that go into marketing and sales performance? This book is to help people understand that there isn’t just one way
to measure sales management performance.
The key audience is sales management and sales professionals in the field. The second audience is marketing people
who may or may not work directly with sales, and the third audience is senior management who are going to assess
the performance of sales. The objective of the book is not to tell people how to sell. It is to tell people how to
measure. People in the field need to understand where they stand with the evaluation criteria that management has
for them.
Knowledge@SMU: In what ways do you think this book is most helpful for sales people?
Davis: In planning -- understanding the sophistication required to do an excellent plan. That’s why the first part of
the book is about how you look at the planning variables, what things you’re probably going to be assessed on, and
the way you’re going to assess yourself. As a sales person, one of the things you’re interested in is how to grow
your part of the business. You’re given a budget, a quota, certain sales objectives you need to reach, and some
financial criteria. Given each of these things, you need to develop a plan. Sales people have to think very
strategically about customers in advance; you can’t just walk in cold. That means laying out the range of
customers, how to go after them and what the follow-ups are going to be, how to measure success based on each
customer, how to meet company objectives and so on.
Ideally, in most companies, the objective is to have a seamless alignment between senior management and front-line
people, even at the entry level. That includes ensuring that you know what the company objectives are, and how
they ultimately affect you. Good sales people do that. They think if the company wants to grow 20% this year,
what’s my role? How much am I going to grow my territory? Some sales people may say, I can see opportunity in my
territory and I can grow 40% this year. Others may say; there are many new competitors coming in, my calculation
is 8%, but that’s very aggressive given the nature of my particular market. The point is how you connect what
you’re doing with the company’s overall business objectives.
Knowledge@SMU: There are 50 short chapters, one for each formula. Why did you structure the book this way?
Davis:   If you’re a sales person, the last thing you want is to go through a four-page formula to understand your
performance. I tend to look at what seems complex and bring it down to digestible, understandable pieces. While
[the formulae] are explained in a simple way, it doesn’t mean they are simple-minded. The main point is there are 50
formulae, not three or four or just one best measure. There’s a lot of complexity in asking the question, what do I
want to measure for sales performance? You’ve got to then ask, what aspects of performance am I are looking at?
What is sales to me? Is it just revenue, the performance of the individual, or is it the performance of the region or
the team? Or is it unit dollars, is it against margins and so on. These are all specific areas which most people look at
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as just one formula.
Knowledge@SMU: Do you think that metrics isthe most important success factor in sales?
Davis:   The most important aspects of sales are the personal issues, which I discuss in the beginning of the book -
- my model of the ”Five Ambassadors”. I introduced it because I want sales people to look at this as the key
foundation of sales--how you work with people. If you’re going to be any good at this, it doesn’t matter how
effectively you measure. If you can’t communicate, if you can’t persuade, you’re lost. So it’s not about the elegance
of your spreadsheets, it’s about how excellent you are as an individual.
If I were forced to choose between the two, I would want a ”people person” in front of the customer. I’m not saying
you have to be terrible at numbers. Realistically, you’ve got to be strong in both; in people skills, and understanding
where you stand in terms of the performance factor. You can’t be a good sales person and not understand the
financials. It’s not a trade-off. You need both.
Knowledge@SMU: How doSingaporean companies compare with the big multinationals in the sales arena?
Davis:  I have looked at a lot of SMEs here, and my students have as well. It’s been very illuminating. Similar to
SMEs in North America (and the problem is not necessarilyunique to SMEs versus bigger companies; it is just more
visible due to fewer resources), they’re trying to do too many things at the same time. They’re trying to put out
multiple fires, [they’ve] got lots of crises and challenges, they want to be big, and they make a lot of demands on
people. Oftentimes, they have a more urgent need, which is they’ve got to survive. They take a less patient
approach to sales, as a result, and fail to understand what sales really requires.
There’s often a misunderstanding that sales is merely fakery, it’s trying to lie to customers, it’s misrepresenting
things. But that’s nonsense. The really top quality sales people in companies around the world are first rate business
people. In fact, they are the leaders in the organisation, even though they don’t have CEO titles, for the simple
reason that they bring in the most business and sizeable amounts of money. They are, in fact, entrepreneurs in the
field. A lot of managers don’t understand that. They see sales people as disposable--“if you don’t give me a return
on my investment tomorrow, or bring in new sales or new customers, or an increase in revenue tomorrow, you’re
fired”. The problem is they don’t see the long-term need to invest in sales, just like they invest in a CFO or a good
operations person or customer service person.
Knowledge@SMU: So what do you suggest are some of the first steps an SME should take?
Davis: You should take a long-term perspective. First and foremost ask yourself a key question: What is it you
ultimately want to be as an organisation? Don’t tell me it’s to make money. The objective has got to be something
much longer term than that. It’s called destiny, the company’s ultimate goal, and I also discuss it in my books. If
your goal as an organisation is to make money, you can sell pens today, sell books tomorrow, and sell toys the next
day. You will make money. But what do you do? Where do you focus? You don’t effectively use resources, because
you don’t have people who are experts in any of these areas. So you end up flying around trying to do as many
things as possible. You might make money for a while but you won’t be able to scale past a certain point.
So you’ve really got to think about what you want to achieve as an organisation, and what your long-term goals
are. Hire the talents that allow you to achieve that, and set strategic goals every two to three years that help you
get there even if you’re in a competitive environment at that time. But most small companies, whether in Singapore,
or Silicon Valley in the U.S., or anywhere else, don’t do that. They’re hyper impatient. They want to grow in a short
span of time but they don’t understand that certain things can’t be hurried.
So sales isn’t just about making a quick a buck out of your customers, and managing a sales team isn’t about firing
the people when they don’t clinch a deal within the next day or two. It’s important for companies to take a long-
term perspective with sales. It’s the secret of success of many big global organisations. With this book putting
together some of the most important sales metrics and formulae, sales people can now devote more time to planning
and strategising on how to attain those long-term goals.
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